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Supervisor

M | don't like some of my em-
ployees' personalities. One
subtly undermines what |
say. Another person can't
take a joke. These faults
don't stop them from per-
forming their work. But
should I tell them how their
personalities could be im-
proved?

M | suspect that an em-

ployee has an eating dis-
order, but it's not affecting
her performance. Still, I'm
concerned about my em-
ployee’s well-being. Is my
suspicion sufficient to
make supervisor referral
to the EAP?

B After doing corrective ac-
tion with an employee, |
asked him to sign a form
summarizing what we dis-
cussed in our disciplinary
meeting. He refused and
threw the pen against the
wall. If | refer him to the
EAP, won't he perceive it
as my punishing him?

It's beyond the scope of your job to try to overhaul your employees' person-

alities. Instead, put the situation in perspective. We spend more time at
work than with our families and friends, so it's perfectly natural to grow
irritated with some employees. But you shouldn't speak up unless their
behavior affects their performance. Example: If the individual who under-
mines what you say also fails to comply with your directives, then that's
grounds for corrective action. But unless you can clearly identify how
their personalities damage your team's productivity, you're better off ac-
cepting them as they are. You want your employees to respect you,
even if they don't necessarily like you. That goes both ways. You want to
respect each of your workers, even if you may not choose them as
friends.

Your suspicion alone would not be enough to support a supervisor referral

to the EAP. If you mentioned your concern about how thin your em-
ployee looks in a nonthreatening manner, and if this elicited her disclo-
sure of an eating disorder, you could then suggest the use of the EAP.
You are simply sharing your observations and are not making a judg-
ment. If the employee insists everything's fine and her performance, at-
tendance and behavior meet the required standards, then there's noth-
ing else you can do. Pressing for more information can prove counter-
productive. Many employees prefer not to confide in their supervisor
and it's important that you respect that.

Rather than trying to predict his perception, focus on what you can control.

Explain in plain language why you're referring him to the EAP: to help
him manage his workplace behavior so that it falls within acceptable
boundaries. Tell him that throwing a pen against a wall was not an ac-
ceptable response. Suggest that he use the EAP to draft an action plan
to address the performance issues that led to this corrective action. By
stressing the possibility of a positive outcome--salvaging his job by
meeting certain performance standards--you can direct his attention to-
ward taking steps to meet and exceed your expectations and the job
requirements, rather than whether he is being punished.
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B My employee's psycholo-

gist, who works on con-
tract with our organiza-
tion, wants me to attend a
session with him. He says
it will benefit our relation-
ship. The EAP approved
of my worker seeing the
psychologist, but not this
recommendation. Should
| go?

B \When | request something
from a colleague who has
technical expertise, his
automatic reply is, "I'm too
busy" or "Your timing is
terrible. I'm swamped.” I'm
not comfortable going to
his manager. Can | make
a peer referral?

NOTES

No. You should not meet with the employee's psychologist because that

falls outside your role as a supervisor. Your job is to provide support
within the framework of guiding your team to meet goals and operate at
peak productivity. Attending a session with your employee and his psy-
chologist crosses the line of appropriate support and draws you too
deeply into the worker's personal life. It's possible that what you learn in
that session would affect how you supervise the employee, yet you
would be bound by confidentiality from speaking or writing about it.
That would hamper your ability to document the individual's perform-
ance properly. It would also prevent you from leveling with your boss or
human resources team about the employee's situation.

Encouraging a coworker to visit the EAP is sometimes called a peer refer-

ral, but it is not a formal process for most organizations, or one on par
with a supervisor referral. The employee is motivated to seek help after
recognizing a personal problem or its symptoms with the help of a co-
worker or peers who have provided a supportive confrontation. A high
level of trust is required to convince a peer to contact the EAP, but if
you have used the EAP yourself, such a testimonial can be persuasive.
Consider speaking with the EA professional about ways to improve
your working relationship with your coworker as a first step. After ana-
lyzing the situation with the EAP, you may conclude that your peer is
using the "I'm too busy" line as an excuse to avoid taking on additional
work. To overcome his resistance to a more cooperative relationship
with you, acknowledge the demands of his job and sympathize with
what he sees as his plight. You may also want to ask him, "I rely on
your expertise, and sometimes | need your help in a crisis. You make
my job easier; what can | do to make your job easier?"
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